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X. The Problem . 

X. a. Under the present system of interdepartmental dissemination# 
each agency distributes to others in accordance with its am concept of 
their respective needs . While this work* satisfactorily »hea one a^rncy 
knows with certainty the needs of another and is able to fire prompt ser- 
vice# it works poorly when knowledge is sot certain* Ho deparfciwsntai agency 
is assured fey the present system that it receives all material it should 
have. Consequently, there is a growing tendency to establish duplicate 
interdepartmental reading panels to assure a better coverage, at least from 
the major sources, 

b* Coordinating action to assure complete and efficient service 
to all should be taken under the provisions ©f the President's letter of 
22 January 1946 r ad par, 3 of 5X1 Directive Ho, 5. 

II - Discussion, 

2, ®he» one agency has material which should be di see mi noted to 
another, it encounters either of two classes of problems (See Tab A): 

». Class I . Re circumstances favor direct disaegiafttlea to the 
other agency . For example, the originating agency may know that the other 
agency needs the material and may know how many copies are needed. The 
material nay be in form which can easily be reproduced, such as the master 
copy of a report on ditto fora. In such a case, dissemination by the 
originating agency directly to the other agency should normally be rapid 
and efficient, 

b. Class H . Complicating factors mate it difficult to disseminate 
the material directly to the other agency . For example, the originating 
agency may sot know whether the other agency needs the material, or may not 
know how many copies are needed. The material may be in fora which cannot 
bo reproduced readily. It rary be that only one copy is available for ais- 
semination outside the originating agency, aliile several out aide agencies 
nay need the material. 

. •*! y 4 . j J " S 
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3. If all dissemination problems were in Class I, it would be 
reasonable to depend entirely upon direct interdepartmental dissemination, 
with sufficient centralized review to assure that no agency’s needs 
are inadvertently overlooked. However, Class II problems occur 
frequently and lead to confusion, oversight, inefficiency and waste. 

For Class II probleas, an agency is confronted with two alternatives* 

a. The originating agency aay disseminate by guesswork . 

The disadvantages are aanyi (See lower half of Tab A). 

(1) Other agencies may receive much unusable material. 

(2) Other agencies aay not receive needed material. 

(3) follow-up procedures mast be installed to assure 
that all essential material is received. 

(it) leading process at the originating agency mast 
be repeated at the receiving agency. 

(jj) Other agency may receive insufficient copies and 
require additional reproduction action. 

b, foe originating agency aay invite representatives from 
outside agencies to .loin its reading center and assist in dissemination. 
fois plan helps to familiarise the originating agency with the needs 
for intelligence of the other ageneies, both as to type of material 

and number of copies. Farther, it permits reproduction to be more 
adequately acc omplished in one operation. However, it has the fol- 
lowing disadvantages * 

(1) Manp ower from outside agencies most be diverted to 
assist the originating agency in a function which 
is its own responsibility. 

(2) Only a portion of the total 0. S. Government 
intelligence intake flows through a departmental 
reading center. Therefore, the visitors from 
outside agencies do not get a full return for 
time spent. 
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ht The faults Inherent in the present system, due to Class XI problems, 
may be eliminated by coordinated action in one of two ways. The .^vantages 
and disadvantages of each are listed below: 

a. Each IAB agency nay establish a reading panel with representation 
fro a each other IAB agency, plus representatives of certain other government 
agencies with intelligence interests 

The advantage is ; 

(1) Ability of each originating agency to learn total 
dep; rt mental interest on each item in time to 
reproduce in. one operation, sufficient copies to 
meet sll needs. 

The disadvantages are ; 

(1) extravagant duplication of personnel to auet 
reciprocal reading panel needs, 

(2) Heed to indoctrinate numerous persons from eaeh 
agency in the agency interests with consequent 
increase in liaison procedure, correspondence, 
communication, clerical time. 

(3) Uncertainty as to total dissemination ando of 
any one item, due to variations in procedures and 
facilities. 

b. One Central Interdepartmental Reading Panel may be provided 
for the common benefit of all agencies concerned. (See Tabs C and D) 

The advantages are : 

(1) Saving of personnel. (Each agency would be represented 
on only one panel, instead of several) . 

(2) One agency representative would see the total govern- 
ment flow of intelligence arterial anti would have 
complete intelligence coverage, in lieu of a scattered 
and incomplete coverage . 
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( 3 ) One representative is easily briefed on his departmental 

needs and requires less liaison, communication, and 
administration than sevsral scattered representatives. 

(b) The system lends itself to simplicity, security and. 
control. It is believed that experience would so" en 
•how a standard number of copies for most items. In any 
ease, additional copies of any item could be easily obtained. 

(5) |he system further provides an easy means of simultaneous 
dissemination to all interested agencies without increasing 
total reproduction problem of any one agency . 

The disadvantages are * 

(1) Coordination is requires! by the Reading Panel r epresenta- 
tives to facilitate originating agency reproduction of 
^n.»» XI material to meet interdepartmental dissemination 
determined by the Central Reading Panel. 

(2) Coor dina tion is required bT the Reading Panel representa- 
tives to arrange for CIO reproduction of items beyond 
agency capability or in limited availability. 

5. m. factors considered, the second solution is favored, under the 
fo llowing plan. T his - plan does not encroach upon or interfere with the 

prerogatives of any member agency . 

a. Agencies would continue to maintain existing direct liaison 

and contact with each other and with other governmental departments. 

b. Bach agency would continue to make internal dissemination 
within its own department. Existing reproduction facilities would be 
retained by member agencies for their own use, and would be available to 
assist CIO, to the extent of departmental capability, in accomplishing re- 
production necessary for interdepartmental dissemination. 

c. Each agency would* 

{1) Continue to forward to the CIS Reading Center all material 
related to national security, including Class I items 
already disseminated, as well as Class II items. 
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(2) Continue to make direct interdepartmental dlaseminsb ion 

of items which can be handled jaost efficiently thi* way 
(Class I dissemination). 

(3) Aceoaplisn all other interdepartmental dissemination (Class 
II) through the services of the Interdepartmental Reading 
Center. (Mo rigid distinction between classes of dis- 
semination is necessary. An agency can make partial 
Class I dissemination directly to certain other agencies, 
and depend upon the Interdepartmental Reading Panel to 
complete the dissemination. However, material collected 
specifically in response to a CIO collection request 
should be considered as rigorously in Class II, and its 
interdepartmental dissemination should be accomplished 
only through the Interdepartmental Heading Panel.) 

(k) Provide the following assistance to the Interdepartmental 
Reading Panels 

(a) Cover each item with a statement shearing interdepart- 
mental dissemination already aecojiplisbed, as well as 
a statement shoeing exceptional limitations to be 
placed on further dissemination, if for any reason 
the security classification of the material is not 

a sufficient indication. (See Tab I). 

(b) Furnish multiple copies sufficient for necessary 

farther dissemination or a basic stencil from 

which multiple copies may be prepared . 

d* CIS would i 

(l) Make all intelligence material received in the CIS Reading 
Center available to each senior reading panel representative of an IAB agency. 

(2) Assist in reproduction of Class I material to the limit 
of SIC reproduction facilities when an internal dissemination problem of 
Intelligence material is beyond department capabilities. (limited assistance 
wiH be available on 1 1 ay 19k?, and is expected to increase as CIQ facilities 
are enlarged in accordance with plans). 

(3) Provide office facilities for agency representatives. 
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6* It should be noted that the above plan 5. twelves no Increase 
la budget for any member agencies. It Is believed that actual operation 
over a period of time my assist each agency in conserving existing 
personnel, space and eqnipnertt. 

7. Is order to establish an Interdepartmental heading -^anei, two 
steps are necessary. 

a. CIO met secure coordination and approval of IA1 agencies 
and of the Director of Central Intelligence. A draft of the accessary 
directive Is attached. ( / 

b» Hasher agencies must designate their representatives to 
the Interdepartmental Heeding Panel. 

Ill ~ Conclusions 

S. From the foregoing considerations, 0CT5 tentatively concludes 

that! 

a. Potential savings in perso nnel, and completeness of 
coverage, warrant favorable consideration of an Interdepartmental 
Beading Panel. 

b* the present intelligence intake (all C. S. Govarnaant 
foreign intelligence) of Cld sates it the logical point at wiiieh to 
establish the Fane!* 

c. Existing GIG facilities make it possible for CIO to 
establish an Interdeparttaental ‘leading Panel immediately with no 
increase of somber agencies' budgets or staffs. 

d. The plan outlined iiarewith will offer material advantages 
to the IA3 agencies, and will improve the overall coordination ana ef- 
ficiency of dissfisaimtioa. 

9. %» However, it is felt that necessary basis for a definite 

conclusion by GIG will not exist until operating representatives of the 
IAB agencies have made an inf or ml technical examination of the tentative 
plan, to determine whether! 
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(1) It would be practicable* 

(2) It would offer advantages to the L&B agencies. 

(3) Modifications would increase the advantages. 

b, Therefore, the plan is herewith offered informally to 
the operating representatives of the IAB agencies, not for concurrence 
bat only for technical examination and criticism as outlined in 
sub-paragraph a above. 
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Bis semination of material from, 
two classes : 


agency to another may if J i 


e 1 i.ri'. of 


a. Class I. The circiirnst f nee s favor cirect di sjrerdjiatipri fro; one agency 
l,o another* 



liixample : Agency A knows with certainty that Agency B needs the nmlericl, and 
knmvs~T\ow many copies are needed * The material is in form for ready reproduction 
(such as ditto or mimeograph). 

In this case, dissemination by A -..irectly to B i'- rapid ■ nc 

efficient • 


b* Class. II* There ere complicating fac tors, yiakinr it , if lieu it for 
one agency t o c i sserrlnat e dire ctly to anot her . 



Example : Agency A is not certain whether Agency B neecs tn.e material , nor how 
many copies are needed. Agency A does not have enough copies for wide dissemina- 
tion, and the material is not in form for ready reproduction. In the aggregate, 
such situations lead to inefficient and wasteful dissemination. They result ins 


fath er: 

Disseminati on by guesswork of Agency A: 




(depot! Lion at B of readin 
(effort at A 

(insufficient copies (or 
(else wasted extra copies) 
( Dup’l . i c at e re t r*o duct i on 
(effort . 

( T Tnv:anted materials (or 
( o ’ . ' ■ o n : i i 3 ion 01 nee de d 
(mater! a Is ) 


Or else: 

Heed for personnel from B to cor e t o A in order to se’ect anc 
screen material for use of E. 



This is int er de part 1 .lent al 
reading panel. 



However, it does not receive all U. S. Government foreign 
intelligence relating to national security. 
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Uncier the present system, the Class II cases re handler -ithout 
dequr te coorcinat ion . 


• ome f ; gene i es aisseminat e 
by gue s swo r k • 

"y v - } 


/ 



This system: 

1. ti pi i e s_ _coniu^^ ic ie ncy anc wast e . . 

2 0 StiiTiui-r te s growth of eup ii c a ' t e i . nt e rot p a rt i ; ie 1 1 1 < -i reci6.ing_j* 

leading to excessive waste of npower. . # . ( i r + . 

3. nives no agency a s sura-nc e th < • \ _ x 1 / r e ce :i. ve s - i,ei.icj 

it should have • 
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A SINGLE INTERDEPARTMENTAL REAPING PANEL liOULD 
FOH THE COMMON USE OF ALL INTELLIGENCE AGEdOI.ES 
RELATED TO NATIONAL SECURITY 


BE iVU Ti'AlNED 
HAVIN': FUNCTIONS 



Since all T J.S. intelligence material related to national 
security flows through the GIG reading center, that is the proper 
location for the interdepartmental reading panel. 




Agency A will make Gla ss 1 dissemination to Agency B whenever 
that procedure is most efficient. However, copies will also go to 
the Interdepartmental Heading Panel at GIG. 

All Class II dissemination should be handled through the 
Interdepartmental Reading Panel at C1G. 

Thus, all material mil flow through tne Interdepartmental 
Reading Panel for examination by all accredited reading pane 
members. Security limitations imposed by the originating agency 
yyj_H be enforced at the Interdepartmental Reading Panel. 
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TUB INTERDEPAIiT? 
OF ALL AGEKCI ES 
DISSS'-JI NAT ION if. 


IENTAL HEADING PANEL .ilLL KNO,i THE FULL 
HAVING FUNCTIONS RELATED TO NAio.0I.JiL EaCLRITI. 
CLL BE EFFECTED ACCORDING!. 
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